When things go wrong, how do you deliver the bad news to your people? Is it best to tell the complete truth or just what they need to know? Should you tell them immediately or wait?
Important Communication Lessons
Here are three lessons I've learned over the years for your use in communicating bad news.
Provide accurate, complete and relevant information
Tell your people what you know supported by clear and relevant facts. Keep things clear, simple and understandable. Also, tell them what you don't know and the steps you are taking to gather missing information.
Trust and respect your people
Communicate honestly and completely, trusting that the majority will listen and act rationally. If some panic or react badly, it's probably not because of the completeness of the information; they probably would react badly anyway!
Communicate Frequently
Establish trust from the beginning and maintain that trust with timely, predictable and complete communication. Provide clear complete information with updates at pre-determined times so unnecessary speculation and rumors are quashed. 201 
Putting Theory Into Practice
There are a couple of very memorable incidents where leaders provided a role model for effective communication.
• J&J remains the role model on how to handle a difficult and completely unanticipated situation that had the potential to destroy one of their major products. The Tylenol tampering had the potential for not only disastrous PR but also significant financial performance hit. J&J management was open, honest and completely transparent. They are still recognized for acting and communicating based on their values.
• On September 11 th , 2011, Rudy Giuliani, the mayor of New York, did an exceptional job balancing the delivery of bad news from the terrorist attack coupled with instilling confidence that the situation was under control. His personal involvement, visibility and empathetic communication made him a national figure. It was easy for everyone to see how special his leadership was in a time of national crisis.
In both instances, these leaders did not sugarcoat the truth or fill us with platitudes. They presented important factual information and established commanding leadership. Use them as role models when you need to present bad news or handle a crisis.
